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Key Message
• Building integrated coastal management 

(ICM) capacity at the local level creates 
a critical mass of ICM leaders and 
practitioners who not only contribute to 
effective and efficient implementation of 
ICM programs but also in the scaling up 
of ICM practice.

• Capacity building and knowledge transfer 
are not one-off commitments but a 
continuing process.

• ICM capacity can be built throughout the 
ICM development and implementation 
processes; capacity development is an 
essential component of the governance 
framework of the ICM system.

Abstract
This case study presents PEMSEA’s strategic 
approach to building the skills of a critical 
mass of ICM leaders and practitioners in the 
East Asian Seas region since its start-up in 

1993. These approaches include developing 
and implementing a capacity development 
program throughout the various phases of 
ICM cycle and using ICM demonstration 
sites to replicate and scale up the ICM 
practice. A capacity building program is 
proven effective when it is demand driven 
and designed to address the different skills 
(and levels of competence) of stakeholders 
involved in the program. It can directly 
support and complement the skills required 
in each stage of the ICM program.

 Background
      
Some of the common reasons attributed 
to the degradation of the environmental 
resource base are inappropriate and/or 
inconsistent application of government 
policies (e.g., inappropriate economic growth 
policies, weak regulatory and enforcement 
systems, urban migration and concentration 
of growth in a few urban centers; 
information gaps especially information 
for decisionmaking; and inadequate 
environmental management skills) (Global 

Building and Maintaining a Critical
Mass of ICM Practitioners and Leaders
at the Local Level  

10Case Study

* Email:  dfactuar@pemsea.org

Diana Factuar* 
Partnerships in Environmental Management for the Seas of East Asia
DENR Compound, Visayas Ave., Quezon City 1100, Philippines

This section is part of the book: 
Chua, T.-E., L.M. Chou, G. Jacinto, 
S.A. Ross, and D. Bonga. (Editors). 
2018. Local Contributions to Global 
Sustainable Agenda: Case Studies in 
Integrated Coastal Management in the 
East Asian Seas Region. Partnerships 
in Environmental Management for 
the Seas of East Asia (PEMSEA) and 
Coastal Management Center (CMC), 
Quezon City, Philippines.



140

CASE STUDY  10

Forum on Oceans, Coasts, and Islands, 2008). 
Disparities in environmental management 
capacity within and among countries at the region 
could significantly weaken effective coastal and 
ocean governance and hamper the sustainable 
development of the East Asian Seas (Chua, 2006).  
 
As emphasized in the policy brief on Strategic 
Interventions for Developing Capacity to Improve 
Governance of Oceans, Coasts, and Small Island 
Developing  States Over the Period 2008 to 2018, 
“The issues confronting coasts, oceans and small 
island developing states are becoming more 
serious.  The trends combined with new and 
emerging issues are placing global, regional and 
national institutions at risk. Addressing them 
on a sustainable basis requires building capacity 
at different levels: in government, in the private 
sector, in non-governmental organizations (NGOs) 
and at the community level” (Global Forum on 
Oceans, Coasts, and Islands, 2008). 

ICM is considered a powerful tool for 
operationalizing sustainable development of 
coastal and marine areas. It facilitates effective 
translation of international and national 
coastal and ocean policies and agreements into 
concrete actions at the local level.  It provides 
a systematic process for planning, developing, 
and implementing strategies and programs that 
respond to emerging issues faced by coastal 
communities (Chua, 2006).   
 
Various management skills are required for 
the development and implementation of ICM 
programs. These include capacities to implement 
activities that are in compliance with relevant 
international agreements or national policies, 
managing conflicts among various resource users, 
using or managing technical assistance effectively, 
etc. Equally important are effective leadership skills 
at all levels of governance, and communication 
skills to reach out to different stakeholders, in 
addition to specific technical skills.
        

Approach and Methodology
Building individual and institutional capacity for 
integrated coastal management in the East Asian 
Seas region was achieved using the following 
approaches:

1. Development and implementation of ICM 
capacity development program throughout 
the various phases of ICM cycle. A wide range 
of skills were acquired and developed as an 
integral part of planning and implementation 
of ICM programs as well as managing 
program activities, including monitoring 
and evaluation of outputs and outcomes. 
The required skills range from holistic and 
integrative planning, harmonization of 
legislation and policy, solicitation of financial 
support, to communication and negotiation 
skills in consensus building, community 
mobilization, conflict resolution, etc. (Figures 
1 and 2). Transferring such skills was largely 
dependent on a learning-by-doing process. 
Although taking more time and effort, such 
an approach was fundamental to ICM skills 
development and application. 

2. Promoting the replication and scaling up of ICM 
practices and their implementation using ICM 
demonstration sites and national and regional 
task forces. Replication and scaling up of ICM 
programs across the region was facilitated by 
a core group of individuals and institutions at 
the national and regional levels (i.e., national 
and regional tak forces). The task forces 
comprised experienced managers, planners, 
technicians, scientists, and professionals who 
had worked at ICM demonstration sites. 
Utilizing the successful ICM demonstration 
sites as working models, the national and 
regional ICM task forces were able to provide 
technical advise to initiate, facilitate, and 
support the replication of ICM programs in 
other coastal areas.
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Results
1. Learning-by-doing through ICM program 

development and implementation. During the 
first phase of PEMSEA’s Regional Programme 
(1993-1997), ICM pilot sites were established 
in Batangas, Philippines and Xiamen, PR China 
to test the effectiveness of the ICM approach, 
verify its strengths and weaknesses, identify 
management challenges, distill lessons, and 
verify the potential for ICM replication. The 
development of the ICM program was largely 
based on the general governance framework 
and iterative processes prepared by PEMSEA 
following the key phases of the ICM cycle. The 
local governments in the two demonstration sites 
assigned appropriate local staff from concerned 
line agencies to form the local project teams 
while PEMSEA provided basic technical support 
and advice. In short, each demonstration site 
managed its own project with technical and 
scientific support from national or provincial 
institutions. Such approach was critical, not 
only to create local ownership but also to open 
up opportunities for developing individual and 
institutional capacities in the various aspects of 
ICM development and implementation. Active 
participation in various project activities and 
exposure to practical management challenges 
motivated local staff to acquire the needed 
knowledge and practical skills to ensure 

successful implementation of their respective 
projects. 

 One of the essential elements that contributed 
to the effectiveness of the ICM program in 
both sites was the ability to involve research 
and academic institutions to provide scientific 
support. Local research and academic 
institutions were considered as primary 
stakeholders. The establishment of the Xiamen 
Marine Experts Group to provide scientific 
support to the Xiamen ICM program was a 
good example of involving scientists to help in 
decisionmaking. The multidisciplinary expert 
group provided scientific and technical support 
in the development and implementation of the 
Xiamen Marine Functional Zoning Scheme, the 
Comprehensive Marine Economic Development 
Plan, and the Marine Environmental Monitoring 
Network. This was seen as essential to 
strengthening the capacity of ICM practitioners 
to understand and utilize scientific information 
for policy and management interventions. 
At the same time, the scientists also learned 
what information was needed for management 
decisions. 

 Various scientific tools and methodologies were 
required in the different stages of the ICM cycle, 
starting from the identification and prioritization 

Figure 1. Chonburi CSIP Workshop. Figure 2. ICM training in Indonesia.



142

CASE STUDY  10

Stages Local capacities to strengthen

Stage 1.  Preparing •  Project development and management for project management staff
•  ICM training for planning and technical staff and stakeholders
•  Consultation workshops for the different stakeholders

Stage 2.  Initiating •  Prioritizing environmental issues (State of the Coasts, Integrated Information Management 
System, risk assessment)

•  Formulating management actions (coastal strategy)
•  Systematically engaging stakeholders (communication plan)

Stage 3.  Developing Training consultations for the formulation of:
•  Policy and institutional arrangements
•  Coastal strategy implementation plan (CSIP), issue and area-specific action plans
•  Coastal use zoning
•  Integrated environmental monitoring
•  Sustainable financing mechanisms 

Stage 4.  Adopting Local government and stakeholders’ consultations to facilitate the approval and adoption of:
•  Coastal strategy and action plans
•  Organizational, legal, and financing arrangements

Stage 5.  Implementing Developing/providing human and financial resources for the implementation of:
•  Coordinating and program management mechanisms
•  CSIP/action plans

Stage 6.  Refining and
                 Consolidating

•  Monitoring, evaluation and continual improvement
•  Improving methodologies and approaches; revision of strategies and action plans
•  Integrating the ICM program into the planning and development cycle of local governments
•  Re-training of core or new staff

of environmental issues and concerns to 
the monitoring of environmental changes 
as a result of the management interventions 
being introduced.  Some of these tools and 
methodologies were tested and applied in both 
Batangas and Xiamen ICM sites (PEMSEA, 
2010a; Table 1).  The cyclical process of ICM 
not only facilitated a stepwise approach to 
development of management interventions 
but also was used as a rational and hands on 
approach to strengthening the understanding, 
confidence, and capacity of concerned 
decisionmakers to more effectively administer 
effective management measures. 

2. Using working models for ICM training, 
replication, and scaling up. The success of 
the ICM projects and experiences of Xiamen 
and Batangas served as working models 
for ICM in the region. Both sites became 
training laboratories and venues for regional 

ICM training and study tours organized and 
conducted by PEMSEA. From 2008 to 2013, 
over 77 training, workshops, and orientation 
activities were organized and conducted 
involving 2,426 participants from 12 countries 
in the region.  Of the activities conducted, 50% 
of these were conducted at the local or site 
level, 34% at the national level, and 16% at the 
regional level (PMSEA, 2010b, 2013; Figure 1). 

Table 1. Building capacities through the ICM process.

Figure 1. PEMSEA training activities 
 by level (2008–2013).



Building and Maintaining a Critical Mass of  ICM Practitioners and Leaders at the Local Level

143

CASE STUDY  10

 Based on the more than 20 years ICM 
experience, the ICM framework and process 
were proven to be a valuable contribution to 
the development of technical, professional, and 
management skills encouraging and facilitating 
multi-stakeholder involvement at the local 
level.  Training programs were designed and 
implemented in accordance with activities and 
skills required at various stages of the ICM 
program development and implementation 
cycle. 

 At the preparation stage of the ICM cycle, 
program managers and technical staff were 
trained in basic project development and 
management and the ICM concepts and 
principles. Relevant stakeholders were also 
trained together with program personnel 
thereby providing a forum for exchange of 
views and opinions while learning from each 
other. In cases where expertise at the local and 
national level was lacking, consultants from 
developed countries were tapped. In this case, 
local people worked with these consultants in 
the various activities and learned by doing.     

 Conducting training in parallel with program 
activities and timeframes at ICM sites was 
strategic; it enabled trainees to apply newly 
acquired skills and understanding immediately 
in their daily work. As a result, trainees were 
able to gain confidence in the application of 
new skills and the local governments were able 
to benefit from expanded capacities of existing 
staff to not only implement an ICM project, but 
also strengthen local capacity in governance of 
coastal and marine areas and resources.  

 A good example was the ICM program in the 
province of Sihanoukville, Cambodia, which 
started in 2001.  Due to the lack of managerial 
and technical personnel with ICM knowledge 
and experience, the program was initiated 
with the assistance of a regional task force 
that helped in the conduct of environmental 
profiling and public awareness activities. As the 

ICM program progressed, various task teams 
were established and trained to undertake the 
different ICM activities with the help of the 
regional task force. These provided them an 
opportunity to learn from each other and to 
develop their capacities on the different ICM 
tools and methodologies.  As a result, a critical 
mass of trained people was developed who 
were able to transfer the knowledge and skills 
acquired to other coastal provinces across the 
country. The experiences in Sihanoukville were 
utilized as a training ground and knowledge-
sharing center to other coastal provinces and 
municipalities identified as scaling up sites 
under the national ICM program of Cambodia.

3. Effective use of ICM demonstration sites to 
facilitate learning-by-seeing. One of PEMSEA’s 
effective approaches to changing perception 
of policymakers, local government officials, 
and political leaders from a “sectoral” to an 
“integrated” approach to coastal management 
was the study tour program.  The program 
enabled participants to gain exposure 
to practical issues affecting sustainable 
development of coastal areas and how 
governance mechanisms were established 
and strengthened through the ICM process. 
Various aspects of ICM implementation were 

Before I worked with PEMSEA, I felt that I 
did not understand what environment and 
coastal management meant. But in 2001, after 
being trained in ICM, my knowledge on the 
environment and coastal management improved.  
Since then, I worked as project administration 
staff for the PMO for the ICM implementation 
in Sihanoukville, Cambodia. Using the learning-
by-doing approach and under the full technical 
support of PEMSEA Regional Task Force, I 
became a technical staff and coordinated ICM 
activities with the concerned agencies. 

Prak Visal
Technical Officer
Project Management Office (PMO)
Sihanoukville ICM Program
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demonstrated in the study tour at ICM sites.  
Each ICM site was selected to provide a unique 
perspective of strengthening the governance 
mechanism for ICM implementation and good 
practices in developing and implementing issue 
specific management programs that a new ICM 
site could learn (Table 2). For example, the ICM 
program of Bataan Province, Philippines, was 
identified to demonstrate how the private sector 
was engaged and integrated into the ICM process.

 On the other hand, Batangas Province was used 
to highlight how ICM was replicated in all coastal 
municipalities of the province. The scaling up 
process, including the mainstreaming of ICM 
into the planning process of local governments, 

was also a unique feature of the Batangas ICM 
program.   Thus, exposure to successful ICM 
sites was believed to be an effective strategy that 
could change the mindset of political leaders and 
local government officials toward an integrated 
approach to coastal and marine resource 
management.     

4. Mobilizing regional and national task forces for 
knowledge and skills transfer. In 2009, PEMSEA 
Country Partners made the commitment to scale 
up ICM coverage to 15% of the region’s coastline 
by 2015 (Manila Declaration, 2009).  In response 
to this challenge, regional and national task forces 
with various skills, tools, and technologies were 
established. The purpose of the task forces was to 

ICM site Good practices

Bali, Indonesia •  Integrated beach conservation 
•  Integrated approach to waste management 

Batangas, Philippines  •  Institutionalizing the strategic environmental management plan 
•  Private sector involvement in ICM  
•  Application of financing mechanisms to sustain ICM program     
•  Local government environmental monitoring initiative 
•  Replication of ICM program to all coastal municipalities    

Bataan, Philippines •  Private sector investment in an ICM program 
•  Development and implementation of land and sea use plans 

Cavite, Philippines •  River rehabilitation and flood control project  
•  Coral reef  protection and  marine reserve establishment

Chonburi, Thailand •  Community-based crab conservation initiative 
•  Integrating Oil Spill Preparedness and Response into the Provincial Disaster Prevention 
   and Management Program  
•  Engaging scientific partners for marine conservation and management 

Da Nang, Viet Nam •  Creating livelihoods and promoting sustainable fishery management
•  Engaging civil society groups in the ICM program 
•  Disaster risk reduction planning and management    

Guimaras, Philippines •  Implementation of ICM in an island ecosystem

Selangor, Malaysia •  Development and implementation of integrated coastal use zoning 
•  ICM scaling up throughout the coastline of Selangor

Sihanoukville, Cambodia •  Coastal tourism and beach management 
•  Community-based fishery and water resources management for livelihood improvement 

Sukabumi, Indonesia •  Climate change adaptation and disaster risk reduction

Xiamen, PR China  •  Socioeconomic benefits of ICM 
•  Addressing multiple resource use conflict through marine functional zoning
•  The role of an interdisciplinary experts group in ICM     

Table 2. Good practices in ICM sites.
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support to ICM sites with the guidance of 
PEMSEA Resource Facility (PRF). Immediate 
needs and issues were responded to through 
the interns’ access to technical staff at the PRF. 
ICM program needs, such as project proposals, 
identifying workable program strategies, State of 
the Coasts (SOC) reports, case studies, to name a 
few, were completed by the interns for their sites 
during the program.  Examples of interns’ outputs 
are shown in Table 3. 

 The internship and fellowship program was 
an important contribution to accelerating the 
implementation of ICM program at various sites 
and promoting transfer of knowledge and skills 
through hands-on training. Many of PEMSEA’s 

provide technical support to national and local 
governments, NGOs, and community members 
to develop and implement ICM programs, as well 
as to facilitate access to scientific and technical 
expertise. Mobilization of the task forces was 
instrumental in promoting wider dissemination 
and transfer of knowledge, experience, and 
skills in ICM practice, tools and methodologies, 
thereby facilitating scaling up of ICM programs in 
countries across the region.  

 The task forces were mostly made up of members 
of the ICM core team of universities (i.e., ICM 
Learning Centers) in Cambodia, PR China, 
Indonesia, Philippines, and Viet Nam. 

5. Hands-on training for young professionals. From 
1995 to 2010, the PEMSEA’s ICM Internship 
and Fellowship Programme was able to host 39 
interns mostly ICM project personnel from local 
governments tasked to develop and oversee and/or 
implement ICM programs in their area (PEMSEA, 
2013; Figure 2).

 The interns were required to choose specific 
subject areas, in most cases focusing on the 
various ICM tools and methodologies. The 
program enabled interns to enhance technical 

Country Output

Cambodia Draft State of the Coasts Report of Sihanoukville 

China Refined Xiamen State of the Coasts report
Refined Jiulong Integrated River Basin and Coastal Area Management Plan and Operational Strategy
Refined Case Study on Risk Mitigation through Effective Implementation of Integrated Management in Xiamen
Draft Operating Guidelines for PNLG Secretariat Operations
Case study development and review of coastal use zoning training modules

DPR Korea Refined Taedong River Management Strategy

Indonesia Draft Action Plan for ICM Scaling-up: Jakarta Bay and Ciliwung River, work program on pollution reduction

Lao PDR Xedone Integrated River Basin Sustainable Development Strategy
State of the Coasts Draft Report for Sedone River 

Timor-Leste Inputs to the State of the Coasts Report
Action plans for the development of livelihood programs in two districts and at the national level

Viet Nam Refined workplan and budget of ICM programs
Draft outlines for the State of the Coasts Report
Action plans for project proposal development for Small Grants Programme

Table 3. Interns’ outputs.

Figure 2. Intern’s affiliations 1995–2010 
 (at the time of internship).
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past interns were able to eventually occupy 
key positions within their central and local 
governments and were able to contribute to the 
development of ICM or ICM-related policies in 
their respective countries. 

Lessons Learned
Over more than 20 years of ICM experience in 
the East Asian region have resulted in numerous 
good practices and lessons learned in building ICM 
capacities to support ICM program implementation, 
replication, and scaling up. Some of these include:   

• Hands-on approach is an effective means for 
building ICM capacities at various levels;

• Engaging the different stakeholders in various 
ICM activities promotes ownership and buy-in 
and facilitates learning and sharing of knowledge 
and expertise;

• Learning-by-doing approach empowers local 
personnel;

• Involving scientists and research institutions 
not only contributes to innovative scientific and 
technological support system to strengthen quality 
of ICM programs but also promotes mutual 
learning between managers and scientists;

• Training and other capacity development 
programs should be designed based on the 
technical and management requirements of the 
ICM program and available resources; and

• ICM capacity development at the local 
level significantly contributes to sustainable 
development of coastal and marine resources at 
national and regional levels in support of global 
sustainable development objectives.

More importantly, the above analysis strongly supports 
the inclusion of capacity building as an essential 
component of coastal and ocean governance at par 
with other components such as policy, legislation, 

strategies, communication and financing. Capacity 
development is an indispensable part of the ICM 
system and must be given priority consideration right 
at the beginning of ICM program initiation.      
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